M Leadership Competencies

Team Building

By SIC John K. D' Amato

It the Tunisian dezert near El Guettar
stand the mountains and sheer cliffs chat
farm the Djebel el Ank Pass.

American soldiers clung to precarious
handhalds on these wind-swept moun
tainsides, To keep the German 10th Pan
Zer Juggermnaut, already poised behind
Italian defensive positions, from puich-
ing through American lines they had to
take and hold the Dyjebel el Ank Pass.

The job of outflanking the ltalian po-
sifions onthe hills around the pass f21] ta
the men of the lst Ranger Batlalion,
Datby’s Rangers. They would strike from
behind, while the 26th Infantry Regiment
azzaulted from the front.

The Ttalians held positions blasted from
solid rock. Anti-lank puns, German 88'g,
heavy machine guns, a heavy minafield
and rows of barbed wire faced the =ol-
diers of the 26th. 1f the Rangers couldn't
take the Djebel el Ank by surprise, the
26th would be cut to ribbans.

The HHT'IE:-'.‘.-T‘H had a chance, howevar,
The Italian right flank was lefl ungzuarced.
Mo oman, he Italians were convinee:d,
could negotiate the massive mountain
slopes of Djebel el Ank, especially at
night,

They were right — “no man eonld.”
But, the Rangers were a highly trained
combat team, Their NCOs had trained
them constantly in silent might movermendt,
navigation in the darkness, and night
fighting. Each sergeant was convineed
that teamwork overcomes the preatest of
obstacles.

Ranger foot patrols lhad found an al-
most impossible leg-mile route over a
series of gorges, creviees, fissures and
sacldles that led to a platean averlooking
the lalian position.

Where one man might have failed,
Rangers working as a team could suc-
cead. NCCe with blackened faces and in
tull field packs lifted, pulled and pushed
theit men through a dead-llack night
neross termin moest weuldn't attempt even

in daylighl. When faced with sheer clifi's
they formed human chains. Nolling
would stop them,

Using eolor ecoded flashlights, the
Rangerz spread from their single file
formation into attack positions  and
awaitedthe dawn, NCOsscurried ameng
thair men, ensuring everyone knew what
it was he had to do.

AL 0600, March 21, 1942, the kst Ranger
Battalion swept down on the startlad
[talians, NCOs direcled fire by teams with
idevastabing effect. Undercovering fire, a
sergeant and his tecam would move For-
ward and provide covering fire for the
next beam.

Soan, the Rangers were on top of the
Italians, The saldiers quick]y proved that
the bayonet training their serpeants hacd
given tham had not been in vain, Under
the cry of "Give'em cold steel!™ the
Rangers hacked and slazhed their way
through a line of Halian foxheles,

In twenty minutes, the Rangers had
broken enemy resistance at Djebel E] Ak
Pass, Official records credit Ihe Rangers
ane the 2610 Intantry with the capturs of
mure than a thousand prisoners that manm-
ing. The BEangers had cre man wounded.

Without the coordinated actions of
aquad leaders and their leams, and with-
ol the hundreds of haurs each man had
received in night fighting and baycnet
drill, American losses certainly would
hiave been higher.

Though there were manvy individual
acts of hercisin, success at Djebel el Ank
was 1ol due to each man acting alone.
Victory came through tearmwork — each
soldiar deing what he had been trained
by hiz NCO to do, and all working to-
gether toward a common goal,

In 198%, an NCO Leader Development
Task Farce developed a list of nine lead-
ership competeneies, camprised of skills,
knowledge, and anitudes necessary for
every MCO to master at each skill level.
Perhaps no competency is mome erilical
to the suceess ol the American Army on
the battlefield than “Scldier- Team De-

velopmenmt” at the Sergeant E-3 laveal,

According to FhM 22-102, Soidier Team
Develapment, success on tamorow's
AidrLand battlefield "will depend largely
an the development of cohesive cambas
ready teame consisting of well-tained
and highly motivared seldiers.”

Eut, it team Luilding is the most im:
portantcompelency forasergeantwhais
a teamn leader, it (s also one of the nos
difficult.

Unlikeany of the eight remaining indi-
vidual competencies, team building se-
quires an 5 C O to be proficien! inzach of
the ether cight competencies if he orshe
i= to have any hope ol success.

Technical and Tactical Proficizncy,

Professicnal Ethics, Flanning, Use of

Available Systems, Decision Making,
Cemmunication, Teaching and Coun-
selling, and Supervision {the remaining
eight competencies) all play an inpor-
tant part in building a solid, effective and
cohesive team.

Developing team cobiesion is one of
the primary skills listed under Seldisr
Team Developinent, and the NOCOD wi
0011 discover that it tao invelves niae-
tery of o whole set of other skills. But,
withcut the bonding formed  thraugh
conlidence, respect and tust between
tearn members and batween the mem:
bets and their leader, there is no cohe
sho1L

Building those bends may seem like
an overwhelming task at first, especially
o4 young sergeant taking over a new
squaad or team, but help is available, Since
the young sergeant’s team iz par: of the
platoon, company, battalion and hisle:
L, it s 0 everyone's best interest thal
each part operate at peak efficiency,

Every NCO and commandar leading
higher level teaams will be eager to help,
since they realize that strenglhening the
sergeant’s beam means improving their
own larger teams.

The seuree for information on team
building and developing team echesion
18 FI 22-102, Scldier Team Develop-
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mert, The mamaal provides a simple, com-
mon sense, step-by-step approach lo a
complex process.

Here the sergeant leamns that the status
cfany giventeam 1z constantly changing
— effected by personnel moves, time to-
sedlier, indivicdual amd pronp training, and
events happening inside and cutzide the
unit.

Ateam iz alwavs inone of three stages
ol development: Farmmation, developinen
or sustainmerit, But the performance level
of any team is susceptible to change and
the tegm can be in the sustainment stage
one week and back (o the development
stage the next. Becanse the soldiers who
make up the team have different needs
and molivabions depending on which
stage of development the team is in, a
good NCO is constantly assessing the
12am’s performance levels,

Whar molds a granpef indivichals to-
gether is acceplance, open communica-
lion, reliance on one ancther and accep-

In combal, inbormation is strength, Wnen Lhe sergeant s2ys, "Here's the siluglion,
k5 zocurnte 2nd that the leader can e trusted not to embelisn the s or withhold detais.

i

tamee of shared standards and values. Af
the center of the leam is the sergeant, who
must ereate a bond with the team, set and
enforee standards and set the example in
the development of closer relationships.

Tharteam bonding begins for new sol-
diersthe momentthey arrive. Ifa chain is
enly as strong as its weakest link, then a
team 15 only as good as ils most unskilled
member. Chanees are, ginee a new sal-
dier has not trained with the team that
soldier iz the one who needs to learn the
team values, standards and procedurasin
order to mainfain the 1eam's present per-
fornance level.

Even before new members are intro
duced tothe team, the sergeant st start
billing trost and confidence, Saldiers
must feel their concerns will be heard
and their problems are imporiant to their
leaders.

According to FM 22- 102, the serpeant
dees this by ensuring that, “soldiers” pay
reconds are accurately processed; pemon-
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*every Learm member should Kncw that the infarmation

nel, medical, and other records are in their
proper place; soldiers have all their per-
sonal equipment; an adequate place to
sleep; they know where key places such
asthe dining facility, hospital, chapel and
recreational facilides are locatad; and that
they are shown the kind of canng essen
tial far developing lovalty 1o the team.”

selecting a consclenbious sponsor, or
buddy, whao acts as a rale model of whar
leam members are expected to be, know
and doisacritical stepinthe initial phase.
In combat situations, rapid adaption to
the team, cohesion and cooperation are
even more crilical, and the “buddy” se-
lected should be an experienced combat
soldier,

In bieth cases, lhe selection of the
“buddy™ sendsaclearmessage tothe new
soldier thai the sergeant cares, and gives
the soldier an example 1o follow.

Onee soldiers have finished in-proe-
essing ald are infroduced to the team,
their natuml instinet isto wanl to belong,
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M Leadership competencies

Eattlcheld success depends on cevelepment of cahesive, combat-ready teams

consstng of well-tmined and highly motivated soldiss.

especially if the team is naoted for irs
high standards of performance.

These mew leam members will watch
the more established team members and
their leaders to determime what they
must do to gain acceptance. They want
to know what the standards are and what
actions are rewarded and what are pun
ished. They want to know what the
team's goals are — and where they il
inte the overall scheme. It's up to the
team leader to provide those answers.

If the team member has not already
had an enentation brieling with the
serpeant then there are several key areas
theat roest e asddressed, critical 1o Lboild-
it & cohesive team. The sargeant should
dizouss with the saldier,

¢ [lnitfteam values and standards.

#  Llnit/teain mission and goals.

= LUnit/leam slanding operating
proceduras,

*  Lnit heritape.

The values most important te the teamn
are encompassad in the Professional
Army Ethic, and the sergeant must set
the example for the new soldier in word
and in deed. Loyalty to the nation, the
Artny and the unit are erilical to the es-
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tablishment of a eahesive team,

The sergeant shows loyalty to the sal-
dlier through caring and genuine concerm.
In tum, a zoldier follows orderes and sup-
parts the chain of command.

The sergeant should also set an example
of sellless service, ensuring the needs of
teatm members are met hefore his or her
owi. The history of the United 3tates
Army is Tull of accounts of HCOs who
have exemplified e ideal of sellless serv-
ice, scanebimes sacrificing, their own lives
to ensure the survival of their comrades.
[n combal er in traiming, all members of
a team trust that those with whom they
serve will “be there Tor them,™ commit-
ted to mission accomplishment rather
than self-interest,

Nowhere iz thiz issue of dependabil ity
more important than in the serpeant’s
daily example and insistence on personal
integrity. Soldiers must know that what
their sergeant says is whal their sergean
does, Integrity is the bazis for the trust
that grows between sergeants and their
team members.

Itis this honesty in all matters that rany
call candar, or faithfulness fo the truth,
that helps bind a team together. In com-
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Lal, when the sergeant says,"” this s the
situation...,” noteam member should think
they've heard a lie or only half the truth.

Sometimes telling the truth or facing o
situstion head-on takes a good deal of
courape. But zoldiers expect both physical
and moral courage from their leaders, just
as 1t is expected of them. Tough, realistic
and often physical training builds physical
courage. Strict adherence to ethical prin-
ciples and doing what is right, rather than
what iz easy, builds moral courage.

Soldiers also expect their leaders 10 be
caompelent, To a large degree, the sergeant’s
demaonstrated techmical and tactical profi-
ciency is-the basis for the team’s confi-
lenes in him or her, The sergeant s joly, in
turn, is to train the team to a highest l2vel
ol competency.

According te FM 22-102 “training 1z the
heart of seldier team development, and all
unit tasks and missions are iraining oppor-
tunitizs.” Training alzo is one of the best
ways a sergeant can show he or she carez
ahout saldiers. Praviding tough, challeng-
ing training sends a clear message that the
sergeant 1z concerned about the soldizr’s
safety and survival in combat,

iy all the saldiers ona teain accept the
previous values as their cwn — when they
work late to accomplish the team’s and
unit’s mission, or push themselves past pet-
senal convenience to build and hene their
level ol competeney — then they are dem-
onstrating the level of commitment a ser-
peant must demand and expeet,

Coliesive teams are built through two-
way, honest communication, a sense of
caring, trust and confidence between all
tezuin inembwers afel the: serpeantfleam leader

Team building is not an easy task. It is
complicated, tedicus, sometimes frustrat
i, and often must stan all over again when
a new soldier enlers the team.

It is, however, what sergeants do,

Few thingz in a military carear are more
rewarding than building a strong combat-
ready teamn of individuals whe think and
act as oo,

And, compared to team building, noth-
ing we do as sergeants is more important
for our success on the modern battlefield.

For those who doubt | . .

*In the Tunisian desert near E]l Guettar,
ctand the mountains and sheer cliffs that
fornm the Diebel el Ank Pass.,." W

SFC John K. 0 Amate, o former lank cook-

rrcariede - amed plerfoon sergeant, is NCOIC of
USASMA public affairs.
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